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CHAPTER I 
INTRODUCTION 
Purpose of the Study 
The purpose of this study is to describe some of 
the procedures presently considered desirable by school 
administrators and guidance personnel in initiating a 
guidance program. In this study materials including books, 
periodicals, and pamphlets from the Eastern Illinois Uni-
versity Library will be used. 
Definitions 
Guidance in this paper will mean a continuous pro-
cess through which many people, working together, organize 
their knowledge to contribute to the solution of a student•s 
problems and to his maximum development. It is facilitated 
through utilization of guidance services offered under an 
organized guidance program. 
Guidance Services are those services organized for 
the purpose of assisting individualLs to improve their 
adjustment. In this study guidance services will be defined 
as consisting of the following: 
1. Services to pupils in groups--These services 
include orientation activities, occupational 
information, group testing, group conferences, 
l 
2. 
3. 
4. 
6. 
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guidance units in regular classes, career days, 
and guidance clubs. 
Services to pupils as individuals•-This includes 
act!vities related to self-understanding, select-
ing courses and programs, making educational and 
vocational plans, initiating plans of action, 
solving personal problems, and learning problem 
solving skills. These activities are usually a 
part of counseling. Other activities under ser-
vice to the individual are placement and follow-up. 
Services to the instructional ste.f f--These ser-
vices facilitate the task of the teachers. They 
are intended to help teachers secure information 
about pupils, furnish the teacher with informa-
tion about home and community factors, and help 
improve teaching skills in analyzing and under-
standing pupil behavior. 
Service to the administrator--This includes ser-
vices that aid In currlcUlum reorganization and 
development, assist in evaluating the school•s 
program, and aid in sectioning and placement <:£ 
pupils. 
Services to parents and community organizations--
This includes services tEit unite the. school, the 
home, and the community so that effective cooper-
ation will be achieved. Activities include 
visitation days, parent-teacher conferences, and 
conferences with colml.unity leaders. 
Services in research--These services include 
community occupational surveys, follow-up stu-
dies, work experience needs, pupil problem sur-
veys, ~nd surveys of pupil's interests and 
plans.~ · 
Guidance Program is defined as services organized so 
that the abilities and interests of all people involved 
may be utilized and evaluated. 
Counseling is a person-to-person relationship in 
which one person is helped by another to increase his 
understanding and ability to meet his problems. Counseling 
lcliff ord P. Froehlich, Guidance Services in Schools, 
(New York: McGraw-Hill Book Company, Inc., 1958), pp. 12-22. 
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is sometimes thought of as the heart of the guidance pro-
gram because many of the other guidance services are an 
aid to counseling. Authors sometimes ref er to guidance 
and counseling as being synonymous, but as they are defined 
here, counseling is a part of the guidance services. 
Principles in this study will be defined as rules 
of action that would have positive results when applied 
to the organization of guidance services. 
Need for the StudI 
The increasing emphasis on guidance in our schools 
indicates to many educators that guidance is more an inte-
gral part of the educational program. Our society has 
probably undergone more significant changes in the last 
two decades than in any two previous decades in history. 
These changes, many of which are complex and directly re-
lated to the individual, have resulted in personal and 
social adjustment problems as well as in educational and 
vocational adjustment problems. It has been stated pre-
viously that guidance is an active assistance to youth in 
making appropriate adjustments to personal, educational, 
and vocational needs and problems. These needs are ident-
ifiable through knowledge that each individual is different 
and that guidance in practice means early identification 
and motivation of innate ability, and assistance in 
developing youth to its fullest potentiality. More than 
ever before, schools have the support of the public for 
the development and improvement of organized programs of 
4 
guidance servioes.2 There seems to be a dominant opinion 
among educators that a guidance program is necessary to aid 
in the determination of the capabilities of the child and 
to aid the child in clarifying goals within his grasp. 
Conant in his book The American High School Today says 
"in a satisfactory school system the counseling should 
start in the elementary school, and there should be good 
articulation between the counseling in junior and senior 
high schools if the pattern in 6-3-3 or between the coun-
seling in the elementary school and the high school if 
the system is organized on an 8-4 basis."3 
One of the first steps of having an effective guid-
ance program is to initiate the program successfully. 
Much of the literature concerning the organization and 
administration or guidance services deals with the program 
after it has been inaugurated. This study will attempt to 
establish a set of good practices by ascertaining the 
criteria implicit in the writings of various guidance 
personnel. 
2Vill1s E. Dugan, "The Organization and Administration 
of Guidance Services," Review or Educational Research, 
(April, 1960), pp. 105-112. 
3James B. Conant, 'Ib.e American High School Todaz, 
(New York: McGraw-Hill Book Company, Inc., 1959), p. 44 
CHAPTER II 
THE INITIATION OF A GUIDANCE PROGRAM 
The adequacy of guidance work cannot be left to 
chance or incidence. Effective guidance services do not 
develop by chance, no matter how good the intentions of 
all concerned. Such services require careful planning, 
execution, and evaluation, or they will be of little more 
value to the pupils being served than a program of inci-
dental activities. 
In terms of the three major overlapping functions--
administrative, instructional, and guidance--school organi-
zation has long been concerned with an adequate design 
for the first two. People have been delegated responsi-
bility, a plan of action has been formulated, space and 
time has been provided, and money and materials have been 
provided. The same cannot be said for the guidance program 
as many guidance programs have been allowed to grow like 
"Topsy." Guidance service offered by some schools are 
incidental and are less efficient. Much of the confusion 
has arisen because the top-level administra.tor has not cho-
sen either to assume for himself or to delegate primary 
responsibility to a school staff member for the emergence 
of a program that will achieve quality as well as quantity 
5 
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over a period of time. An adequate guidance program re-
quires an organizational framework for efficient func-
tioning as would any effective educational program.4 
The success of a guidance program depends upon the 
principal 1 s establishment of a framework which will insure 
the smooth operation of the program. What the principal 
does, or fails to do, will decide, more than any other 
factor, the effectiveness of the guidance services. The 
necessary appreciation and support which teachers will 
give to a guidance program is conditioned by the appreci-
ation and support which the principal gives to it. If the 
school is to meet the needs of the young people, the prin-
cipal must administer and supervise the program in such a 
way that pupils, teachers, and members of the community 
will recognize it as an integral part of the total educatiQnal 
pattern.5 Many writers in the field of guidance have pointed 
out that a school will have a good guidance program, poor 
guidance program., or no guidance program at all depending 
on the attitude and point of view of the principal. It is 
unlikely, even in a school with a democratically oriented 
administrative program, that guidance services can succeed 
or even exist unless the position of the administrative 
4Gail F. Farwell and Herman J. Peters, "Organizational 
Considerations for Guidance Work," National Association of 
Secondar~ School Principal•s Bulletin, XLII {November, 1958) 1 
PP• 141- 5. 
5Thomas Christensen, "Responsibility of the High School 
Principal in the Guidance Program," The School Review, LVII 
(March, 1949) 1 P• 149. 
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leaders toward them is encouraging.6 
A guidance program. must include the whole staff if 
it is to be effective in influencing students, individually 
and collectively. The program begins with an administra-
tive staff which not only favors such a program, but also 
knows how to bring it about and is willing to exercise lead-
ership in this direction.7 In planning a guidance program., 
initial effort should be directed toward establishing work-
ing relationships with all staff members. The successful 
program cannot be dictated and imposed but must be planned 
democratically with the entire staff.8 Presently the best 
practice seems to indicate that good staff planning under 
the leadership of a competent principal can insure a more 
effective guidance program. A few expected outcomes of 
good staff planning would be; (1) a common point of view 
regarding the purposes, nature, and extent of guidance, and 
(2) identifiable goals, immediate as well as long range.9 
The principal usually accepts responsibility for 
administering any part of the educational program. in his 
building and some staff related contributions he might make 
6charles R. Foster, Guidance for Toda7s' Schools, 
(Boston: Ginn and Co., 1957), P• 16. 
7Leonard w. Cox, "'ltlhat is an Effective Guidance Pro-
gram 1n the Senior High School?" National Association of 
Secondary School Principal's Bulletin, XLII (April, 1958), 
P• 174. 
8paul c. Gillespie and Charlotte Oldenburg, Guidance 
for Today's Children, Thirty-third Yearbook of the National 
Elementary Principal, XXXIV (September, 1954), P• 22. 
9Alma Moore Freeland, Guidance for Today's Children, 
Thirty-third Yearbook of the National Elementary Principal, 
XXXI7 (September, 1954), p. 40. 
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in initiating a guidance program are: 
l. 
2. 
3. 
5. 
6. 
8. 
The administrator helps the staff concentrate its 
attention on the problems, needs, and character-
istics of the pupils. 
The administrator has the responsibility for 
providing personal leadership in developing 
better guidance services. 
The administrator helps the staff understand the 
"shared responsibility" of all for pupil growth. 
He helps them understand their mutual concern 
and the changing proportions or responsibility 
in different situations. 
The administrator helps to build attitudes and 
understandings that make it possible for coun-
selors and teachers to work effectively because 
of their appreciation of eacher other's contri-
butions. 
The administrator provides the time, scheduling, 
and facilities to enable staff members to work 
more effectively. 
The administrator helps to interpret the program 
of guidance services to the school board and to 
the community. 
The administrator helps by providing in-service 
training activities to assist teacher and coun-
selors in acquiring greater skills. 
The administrator helps the staff organize its 
resources to provide optimum benefits to pupils.10 
Not only is the administrator concerned with contri-
butions in relation to the staff but also with other 
responsibilities that are just as much a part of initiating 
a guidance program. The principal or school administrator 
is responsible for: 
York: 
1. A guidance program built around the needs and 
problems of the children so that it will be 
more effective. 
lOclifford E. Erickson, Counseli~ Interview, (New 
Prentice-Hall, Inc., 1950}, P• 9~ 
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2. Seeing the classroom teacher as a key figure 
in the program. 
3. A trained specialist who has time set aside 
for guidance. 
4. Giving support in initiating and carrying out 
a good guidance prcgram. 
5. Cooperati9n among himself, teachers, and spe-
cialists.l.l 
In discussing the guidance program with school admini-
strators in his classes, Hamrin found that administrators 
felt that in initiating a guidance program the principal 
should gain the interest of teacher, student, parent, 
and community. In this way these people would understand 
and cooperate in developing the program. These administrators 
also felt that the principal should observe school problems 
at first hand rather than relie upon second-hand accounts. 
This would lead to a better understanding of what would be 
needed. To encourage its success a guidance program. should 
meet successfully some of the immediate needs of the stu-
dents and it should also continue their process of educa-
tional growth. In these discussions Hamrin found that 
administrators accepted the responsibility for the success 
or failure of a guidance program because of the fact that 
they are considered the educational leaders and a guidance 
program is part of the educational program.12 
llMerle M. Ohlsen, Guidance; An Introduction, (New 
York: Harcourt, Brace and Wor1a, Inc., 1955), pp. 7-8. 
12s.A. Ha.mrin, Initiating and Administering Guidance 
Services, {Bloomington, Illinois: McKnight and McKnight 
Publishing Company, 1953), P• 42. 
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The administrator plays a very important part in the 
initiation of a guidance program. The administrators and 
guidance personnel realize that the successful initiation 
of any guidance program will depend on the purposes that 
are to be achieved. Bruce Shear, Chief of the Bureau of 
Guidance of the New York State Education Department, suggests 
five major purposes that a guidance program would be ex-
pected to effect. 
l. 
2. 
5. 
Identify the abilities, aptitudes, and interests 
of the students. 
Make students and their parents well aware of 
the educational and career opportunities. 
Assist students with the help of parents, make 
choices from among these opportunities, in 
line with their potential. 
Encourage students, able to do so, to complete 
high school and if possible to continue education 
beyond high school. 
Help to improve the sciools total program of 
teaching and learning. 3 
In initiating guidance services and successfully 
accomplishing the above purposes one must consider several 
principles that are basic to the establishment of any 
school service, including the guidance services. Any 
service, whether new or old, needs the acceptance and leader-
ship of the school administrator. Also the success of a 
service depends upon a state of readiness of the schools 
staff to accept, contribute to, and utilize the service. 
13Joseph A. Dorff, 0 How Best to Organize Guidance and 
Counseling Services for Students in the Senior High School." 
National Association of Secondar School Princi al's 
Bulle IV Apr 0 , P• • 
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Another basic principle would be that the objectives of 
any service would have to be clearly defined and in many 
cases would evolve from existing services. The services 
should also be adapted to the unique circumstances inherent 
in any given school setting and should be developed in 
harmony with the total educational program of the schooi.14 
The use of basic principles underlying the guidance 
process in initiating the guidance program is very important 
as pointed out by Stoops and Wahlquist: 
When basic principles of guidance a.re discovered 
and clearly formulated. they serve as guides towarq 
the organization necessary for a successful program. 
Thought of in ter!O of foundation stones. basic prin-
ciples determine the size and form of the guidance 
organization to be built. 
When properly utilized, basic principles of 
guidance tend to merge theory with practice. The 
theoretical becomes obtainable. Mu.ch of the con.fu-
sion concerning the possible gap between theory and 
practice results from lack of understanding or an 
unrealistic conception of basic principles. 
Guidance workers, whether serving as a committee, 
an administrative council, or a teaching staff, 
should discover and cooperatively formulate some 
basic principles of guidance before trying to build 
a guidance program in a school. Principles which 
were formulated a decade ago for another situation 
will not necessarily fit in modern school practice. 
In all cases, basic principles should be coopera-
tively discovered and formulated to fit a specific 
school situation. The faculty should work as a team 
in laying the basic foundation for1the guidance 
structure to be built in a school. ~ · 
14Edward c. Roeber. Glenn E. Smith, and Clifford E. 
Erickson, Organization and Administration of Guidance 
Services, (New York: McGraw~Hill Book Company, Inc •• 1955), 
PP• 25-28. 
l~ery Stoops and Gunnar L. Wahlquist. Principles and 
Practices in Guidance, (New York: McGraw-Hill Book Company, 
tnc •• 1958), p. 219. 
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In the preceding paragraphs it has been stated that 
severa~ principles are basic to the establishment of any 
school service. Many authors of books concerned with 
establishing school services have formulated principles 
through discussion and comments made by administrators and 
school leaders with whom they had talked or whose writings 
they had studied. Principles established by Cottingham 
to be applied to the guidance service are: 
1. Guidance services must be provided for all stu-
dents--not only problem pupils or special groups. 
2. Guidance is concerned primarily with the preven-
tion rather than the treatment of pupil diffi-
culties. 
3. Guidance functions necessarily make use of the 
classroom teacher as well as the specialist. 
4. Effective guidance services require the coopera-
tion and support of the entire school staff as 
well as the community. 
5. The guidance process has as its aim increased 
pupil self-understanding and self-direction. 
6. The guidance process is concerned with all 
phases of student behavior, not just intellec-
tual experiences. 
7. The guidance process, when effective, should 
result in pupil-made choices and decisions. 
8. Guidance as a school service should operate on 
a voluntary rather than a compulsory service. 
9. The guidance process as a series of pupil ex-
periences is not terminal, but continuous, at 
all school levels.-
10. Guidance services are unique to an educational 
institution and must be "tailor m.aden in terms 
ot the needs of the students in the school 
c onnnuni t y. 
11. The result of guidance activities cannot be 
feasibly measured in terms of specific financial 
gains to the educational system. 
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12. The ultimate aid of guidance services is more 
adequate pupil adjustment; any plan of services 
or program directed toward this end is valuable 
only as it provides6for the attainment of this general objective.l 
The similarities in these principles and those 
immediately following can readily be seen. Some princi-
ples in one list are not stated in the other list but for 
the most part the lists agree in essence. Harold Mahoney, 
who in 1948 was State Supervisor of Guidance for Connecti-
cut, listed the following twenty principles of organization 
and administration of a guidance program. 
1. Guidance services are a direct responsibility 
of the administration. 
2. Guidance services should serve all youth, not 
only the maladjusted. 
3. The cooperative effort of administrators and 
staff members is essential to the development 
of an effective guidance program. 
4. The development or extension of a guidance pro-
grrun requires the identification of natural 
starting points. 
5. The school must discover and draw into the gui-
dance program all of the worthwhile guidance 
activities already in operation. Guidance 
services exist in every school to some degree. 
6. Distinctions must be drawn between guidance 
services and the instructional program. 
7. The success of the guidance program is depen-
dent upon the competency of counselors, the 
contributions of teachers, the support of 
administrators and the utilization of community 
resources. But, the catalyst in this combination 
is the effectiveness of human relations. 
16Harold G. Cottingham, Guidance in Elementary Schools: 
Principles and Practices, (Bloomington, Illinois: McKnight 
and McKnight Publishing Company, 1956), pp. 166-67. 
8. 
9. 
10. 
11. 
12. 
13. 
15. 
16. 
17. 
18. 
19. 
20. 
The practices, procedures, tools, and tech-
niques employed in the guidance program must 
be adapted to the training and ability of the 
guidance workers who are going to make use of 
them. 
Organization should be as simple as possible. 
The objectives of the guidance program should 
be in harmony with the objectives of the 
institution. The former should be organized 
to facilitate the latter. 
The guidance progra..~ must recognize and operate 
within the limitations imposed by the institution. 
Every staff member must have an understanding 
and appreciation of the practices, procedures, 
functions and objectives of the guidance 
program. 
Adequate space, equipment,,supplies, time, and 
specialized personnel must be provided. 
The guidance program should not be a compro-
mising set of services but rather facilitating 
in nature. 
The development of the guidance program must be 
steady and of a long-range nature. 
It should not be assumed that the guidance pro-
gram can substitute for an inadequate total 
school organization. 
The thinking of school personnel must be shifted 
from subjects to pupils and their special needs 
and problems. 
The guidance program should not take over the 
functions and activities of other departments 
of the school program. 
The guidance program cannot be developed 
adequately without some additional expense to 
the school; thus, some budgetary increases are 
necessary. 
Ample time for competent individual counseling 
should be provided.17 
l7The Guidance Program, Connecticut State Department 
of Education, Bulletin 45, (May, 1948), pp. 45-46. 
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Programs of guidance do not appear in a school system 
overnight. The addition of guidance services to the 
educational system must come through a developmental pro-
cess. In initiating a guidance program ~ertain steps 
should be considered. 
Step r. The development of a readiness on the part 
of the total staff to accept responsibility for the 
initiation of guidance services. This entails an 
identification of the role of such sel:'Vices and a 
review of the techniques used in such a program. 
A staff which has an emotional acceptance of the 
objectives, contributions, and staff responsibilities 
of guidance services is ready to launch an inspired 
guidance program. 
Step II. A complete inventory of present services, 
facilities, and resources constitutes the second 
i;najor step. This step includes several closely 
related parts, such as: 
a) The educational objectives of the system 
to determine the consistency of the 
objectives with reference to the proposed 
role of guidance work. 
b) The instructional and emotional needs of the 
pupils as perceived by the pupils, the 
staff, and the co.mm.unity. 
c) An analysis of present activities carried 
on in the area of guidance work. The goal 
of this analysis is twofold; to give recog-
nition to those activities which now exist 
and to find the gaps which need to be filled 
for a complete program. 
d) A review of present facilities and equip-
ment for the same purpose as mentioned in 
item (c). 
e) An evaluation of the interest of the school 
staff and ,the community in the development 
of the guidance program. 
t) A program, to be successful, requires trained 
leadership. The individuals responsible for 
initiating guidance services should find 
out whether or not the information gained 
16 
from the suggested inventory is sufficient 
for a positive program of action. 
Step III. The development of staff experiences which 
may ultimately become a part of the on-going program 
is the next logical step. The variety of such 
experiences is limited more by time and imagination 
than by any other factors. 
The goal of this step is to determine the amount 
of professional experience which will give the staff 
an understanding of the scope of the guidance pro-
gram. A school staff with a general knowledge of the 
total program should be capable of initiating 
guidance services. 
Step IV. The adoption of an informal design which 
permits constant appraisal of the program. There 
is a tendency on the part of educators to give care-
ful study to a project, implement the activity, and 
place blind faith in the adopted program. A guidance 
program, like any other aspect of formal education, 
is vulnerable to this type of treatment unless 
appraisal procedures are established. Such activities 
need not be profound or difficult but they should be 
sufficiently complete so as to give an objective pie- 8 ture of the success or failure of the active program.l 
Erickson stated that no two schools will develop 
their programs in the same way. In each system local fac-
tors must be taken into account.19 He then went on to 
cite some suggestions for major steps in initia-
ting a guidance program as developed by the staff of the 
Institute of Counseling, Testing, and Guidance at Mich-
igan State College in East Lansing, Michigan. He con-
cluded that these steps were suitable for use in 
many school systems. 
18c. E. Erickson and R. N. Hatch, "Principles for Pro-
gramming Personnel Services," Personnel Services in Education, 
The Fifty-eighth Yearbook of the National Society for the 
Study of Education, Part II (Chicago: The University of 
Chicago Press, 1959), pp. 92-93. 
19Erickson, p. 109. 
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1. Think of guidance services in terms of an 
organized program within the total school 
program using whatever assets and facilities 
are at hand. 
2. Assist the staff in a study of the needs, prob-
. lems, and characteristics of the pupils. Iden-
tify the necessity for improving the guidance 
services and the kinds of services needed. 
3. Plan for consistent understanding and support 
to the guidance program through administrative 
policy and practice. 
4. Take stock of the qualifications of the school 
staff; experience, training, and interest in 
guidance work; essential background, suitability 
of personality, and leadership qualities. 
Inventory the resources outside of the school. 
Locate helpful parental, community, and regional 
sources of assistance. 
5. Take an inventory of services now being rendered 
and activities now being carried on either as 
integral parts of the regular school program or 
as special guidance services which may be con-
sidered as essential to the guidance program. 
6. Make job analyses of each of the basic services 
of the guidance program. The guidance services 
will be re-examined in the light of these job 
analyses. 
7. Designate a leader, or leaders, ,and assign 
responsibilities to members of the staff according 
to the job analyses, and make necessary load 
and time adjustments. 
8. Establish an in-service training program in the 
light of the survey of staff qualifications 
9. 
10. 
and based on the job analyses of the basic 
guidance services. Take advantage or all 
accessible resources in and out of school. 
Provide regular administrative controls for and 
supervisory help to those charged with specific 
responsibility in the guidance program. 
Plan to evaluate the effectiveness of the 
guidance program.20 
20Ibid., pp. 109-110. 
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In developing a guidance program many educators feel 
that the first step is to be aware of what it means to 
serve the needs of youth. A survey could be made in the 
particular school to determine to what extent the needs of 
youth in the school are being served. One source of 
information would be a follow-up study of graduates and 
students who had dropped out of school before graduating. 
Tests or check lists have been formulated to aid in 
determining the most pressing needs of the student. 
Another source would be to enlist the aid of the parents 
and community. Their reactions would be beneficial in 
determining certain needs of the students. 
A guidance committee could be established that would 
aid in an in-service training program of the entire fac-
ulty. Familiarizing the staff with the fUrictions of an 
efficient guidance service and how they can help make it 
that way would be the most important task. The guidance 
committee could also advise the principal on practices and 
facilities needed to implement the program more effectively. 
In many cases the principal will learn this first hand as 
he would be a member of the guidance committee.21 
Froelich stated that conclusions he had drawn from 
case studies of schools that had initiated successful 
guidance programs were quite similar to the conclusions 
Strang drew regarding the factors which make for successful 
2lwilliam Coleman, "Basic Steps in Developing a 
Guidance Program," Clearing House, XXVI (April, 1952), 
PP• 474-79. 
19 
guidance programs.22 Strang•s conclusions were based on 
the results of studies of guidance programs that had 
failed.23 They concluded that the local situation should 
be carefully studied in order to commence where students, 
teachers, and parents are. The program can best be 
developed by starting at this point. If the program 
is to be successful it must grow from the cooperative 
efforts of everyone involved. Leadership for the guidance 
program must be provided. Previous training and experi-
ence, in addition to personal characteristics, must be 
such that the leader can lead the staff and carry on the 
professional responsibilities of the program. Setting 
attainable goals helps the guidance program maintain the 
quality of its services at a high level. One of the 
common mistakes of many beginning guidance programs is 
trying to accomplish everything at once. Setting attain-
able goals also insures that a firm foundation will be 
built for further expansion of the guidance program. 
22Froehlich, P• 84. 
23R. M. Strang, "Why Guidance -Programs Fail and 
Succeed," Education Methods, XIX (1940), pp. 321-26. 
CHAPTER III 
SUMMARY AND CONCLUSIONS 
Summary 
In this study an attempt has been me.de to list 
various aspects of initiating a guidance program con-
sidered desirable by school administrators and guidance 
personnel. 
The administrator is responsible for planning, 
operating, and evaluating the educational program. He 
is also responsible for the guidance program as it is 
an integral part of the educational program. The admini-
strator can provide the framework that is necessary for any 
educational function to exist--guidance included. Even 
if he appoints a guidance director or guidance committee, 
the success of the program will depend in part on him 
because he can provide through the school board the money, 
personnel, facilities, and a cooperative spirit. 
The initiation of any educational function should 
include to some extent all of those individuals, by 
representation, that would be affected. The group most 
frequently included would be the educational staff. 
When the personnel of a school attempt to initiate 
20 
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a guidance program certain goals should be determined. 
Most guidance personnel thought that the community 
as well as the parents should be included in the initiation 
of guidance services. Members of the community could give 
varied outlooks as to whether and why the program is im-
portant to the student and the community. 
In the initiation of a guidance program it was 
assumed that in practically every school there are existing 
services which could be labeled guidance services. It 
was upon these existing services that many personnel 
believed that guidance services could be initiated. 
Conclusions 
The following conclusions appear to be defensible: 
1. The administrator of a school system should be 
one of the leaders in the initiation of a guidance program 
if he is in favor of such a program. If his philosophy 
of education is such that a guidance program is undesir-
able, it would almost be futile for anyone else in the 
system to attempt to organize one. The administrator can 
directly or indirectly lead in the emergence of a guidance 
program depending on his training in guidance and the size 
of the school system. If his training has been inadequate 
or the size of the school system is so large that he could 
not devote ample time to the initiation of a guidance 
program he should then appoint a guidance director who 
would be directly responsible to him. 
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2. The administrator or guidance director should be 
familiar with guidance services so that the educational 
staff, with whom they will be working, will have pro-
fessional respect for them. When the staff is included it 
gives a better understanding and insight into what they will 
be accomplishing by initiating a guidance program. In 
addition, the staff will be the group that will keep the 
program going. They will refer students to the guidance 
staff and will furnish basic information about the 
behavior of the child. The inclusion of the educational 
staff in the beginning is important as it will enable them 
to realize the significance of the program. 
3. A guidance committee could be appointed by 
the administrator or guidance director. It should consist 
of personnel familiar with guidance services in order 
that they may establish an in-service training program 
for the educational staff. The guidance committee would 
work with the administrator in facilitating an effective 
guidance program. 
4. The guidance program will be of direct concern 
to the students, parents, and the comm.unity. They should 
also be encouraged to suggest ideas that could make the 
program more efficient. They could bring forth prob~ems 
and issues that may not be discovered by educators. 
5. The program must be built around the needs 
and problems of children. Surveys of pupil problems 
through various methods, devised for this purpose, could 
be taken. The preliminary meetings of the educational 
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staff with pupils. parents. and representatives of the 
community could help determine some irmnediate problems. 
In numerous schools it may be years before many of the 
guidance services are offered to students. In some 
schools it may be possible to ascertain what services 
exist and develop an effective program. It may be 
impossible in many other schools to ever off er more 
than a minimum of guidance services. 
6. The speed of development of a program 
and the degree to which it becomes developed will 
depend on several factors such as size of school enroll-
ment. funds available. facilities available 6 training 
of educational staff 6 and the feeling of the need for 
such a program. Every school has its own unique 
characteristics and no set pattern of initiating guidance 
services will apply to every school. 
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